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. MV ^ 10 July 15$0 

mpmmm fob* assista&t director, special opsratiors : 

FROMt Chief, Staff* C and D 

SUBJECT * Stop* Keceeeiay to Place CIA, Particularly 05 Q, la « 

Position to Adequately Fulfill Basle Responsibilities 
During the Present and Inevitable Future Emergencies. 
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!• Pursuant to our recent conversations concerning the above 
subject, there is outlined below certain adadnistrafcivo end other 
action, which it is felt should be taken as soosi as possible in order ■ 

' place CIA, and particularly 030, in & position to cope with ©sKav 
g®sicy responsibilities . An attempt has boon, mads to set out these 
,.•... ^sissestions in logical order, subdividing tfcera into action necessary 
>*%?’** establish the' Jurisdiction, functions, and authority of CIA, action 
” /> (necessary within CIA as a whole, and notion primarily necessary within 
, - r OSO. However, these suggestions are not listed in strict priority 
order. It la realised that many of thass suggestions have bean rad® 
previously and duplicate ideas which already have been given consi der - 
able thought, it is felt, however, that there 1® sof?ts value in resist— 
ing then at this tis®. For practical reasons, no effort has been md» 
to present all of these proposals at this point in completely staffed 
fora. Collate staffing of those with which you concur will, of course, 
bo necessary end is recasaendsd at the cloao of this memorandum. Kor 
is tills memorandum being presented with any pretension that it contains 
Proposals regarding all action which should be taken to o n eM# CIA to 
sect present and future emergencies. 


2* I should like to point oat also that, taken eh tote, these 
proposals represent a highly ambitious program for the strengthening 
of oi A to enable it to asmm the position which I feel the Congress - ' 
Intended to give it with the passing of the Rational Security Act of ' ■ 
A'C&r a&I the CIA Act of 2ShSf» These proposals of necessity envisage 
ff??- 1 * cha?> '^® otte? offices and staffs of CIA, and also ■ ■ 

within agencies outside CIA. Bhlle tbs portions of the proposal# 
envisaging such changes may well be sot with bitter opposition and 
with sorts resentment, it is felt that the taking of all possible action 
to iapleraent thsaa is & responsibility which should be neither deferred 
2 »r sidestepped. Obviously, many of the suggestions sssy not be auscep- 
tiblo of ieeaodiate effectaatlca. iLowever, the present erioi# provides 
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ot!3 of the best opportunities for pressing then that has existed since 
tho creation of CIA. 


XX. ACT IOS B ECESS ARI TO ESTABLISH TH3 jgHISB ICYiO H, FP BCTI0K3, AKD 

T u'f^xa-froF ciA . " . 

The Director of Central Intelligence should immediately make rep- 
resentation s to the highest necessary authorities, including State* 

»50S * Defense, tils ISC, and, if necessary, the White House and, shore 
appropriate. Congress, to secure, favorable action on the following ' ' 
problems* . • 

1» The proper immediate iz^lerantation of SSC 50* 

2. The authorization or reauthorization of the Birector, of 
Central Intelligence as the executive agent of the Sat- 
4 ional Security Council in intelligence matters. 

3* Collets revision of and additions to the K3C Intelligence 
■v-# directives and, where Rscocsary, JSC Directives, for the 
purpose of xooro clearly delineating iha authority and 
' jurisdiction of CIA, asoro clearly providing for a coor- 

dinated intelligence effort, and providing new authority for 
necessary emergency intelligence action* These directives 
should be writ ten and rewritten in such a way that their 
. . practical workability susd enforcement is assured. . 

- b* Eecognition of the responsibility and authority of the . f: 
;i ; Director of Central Intslllgosco under the provision of 
the Eatlocal Security Act of 1?!*?, which provides n t3iat 
.Iv'-the Director of Central Intelligence shall bo responsible 
for protecting intelligence sources and methods from 
* umuthoriaed disclosure”* It is folt that this provision 
of the Act represents oaa of the raoat powerful weapons as 
well as one of the gravest responsibilities allocated to ’ 
any U*S* agency head, and that the jaaxtssoa utilisation of 
this should be made for the purpose of establishing la fact 
,*£ a Central Intelligence Ageacy, 

> 5* Recognition and for&alizaiioa of the position of the DC2 

and CIA in the ctnammicationa intelligence field* la this , 
regard there is considerable logic in the position that 
■ SSGID So* 9j which set up the U3GIB meohariisa, is in 
^;'\v derogation of tbs statutorily allocated rights and power® 

of the BCI* la any event, the USCIB aeahanisa is hopelessly 
pasillanlams and ineffective* lepleasontation of this 
proposal should specifically provide for a greater measure 
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of policy control and guidance to bo exerted by C Ik on 
tho cosairrb producing agencies* One of the gravest prob- 
lems involved at the motsont is the question of priorities 
and allocation of effort. In this connection you will 
recall the detailed aenoraniua which yon submitted to the 
DCI »o*a time ago, analysing the present ineffectiveness 
and lack of productivity of the ATSk agencies and pointing 
Out the desperate need for a couplet© overhauling of the 
ooss^riications intelligence effort. One of the first 
projects which sltould ba undertaken is a centralised, 
completely coordinated attack from both the cryptamslytie 
and the operational procurement standpoint on the problem 
presented by high security Soviet cipher systems. 

6* Clarification of the position of CIA, and specifically 
vX 030, vis-a-vis the Joint Chiefs of Staff, not only at tbs 
present tine but in time of war. This clarification should 
Cv-; envisage the ©Btablislrasnt of CSO a© the intelligence ara 
of the wS, in tiro of user at least, a ®& its proper coor- 
dination with tho JCS. Among the changes which probably 
Should be effected imnsedir.tely are those which would 
result in establishing closer rolationshlpe between 0S0 
and tho JC3 in order that there ©an be a direst furnishing 
of necessary intelligence to tbo XS and &n iamtiUUt. fur- 
aisfciag of guidance and targets frees the JCS to 030. 

?• Preparation for c oaklets wsrtim military Integration of 
OSO la order that it can be pat Into effect at a moment* « 

: notice. i?Mle a system of military irtogratica my not be 
■ « present necessity for other offices of CIA, it is believed 
that it is an Immediate necessity for QSO. The implementa- 
< W tioa of this proposal should provide at least the following 
i'ir ' "basic ainissra points i 

3S0, and if considered, necessary CIA as a whole, 
should 'have its ora Reserve Officer eystea with the 
•v;,v power to assign, promote, train, and administer the 
officers thereia. 


w,| ; C?W_ C 80 should have the power not only to take basic 

steps for the lascsdiato integration of present CSO 
• personnel into JSilitasy status at my given tiisa, 

• >1 V ■ ^ut to *«t a reserve of .competent personnel 
- ** brought into 0S0 during any emurgency at appro* 

S/fgt priato ranks and assignments* Specifically, ia 
recruiting reserve personnel, 0S0 should have the 
./'•>.• authority to offer reserve commissions* , ■ _ 
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9 * Th® DC I should set ap a direct, frequent , close reporting 
relationship with the WMt» douce, if possible with tho 
president personally* if not, with whatever suitable assis- 
taat he say designate. It io believed that the Shit® Ro us® 
would be receptive to each an arrangenwnt • 

10. Arrangement* should be effected persaitting CIA to reqolsi- 
v tion essential personnsl frees other agencies. 

21. Basic planning and such action as possible should be taken 
now to prepare for tho establishment of operational units 

; - to serve with Theater and subordinate cosu^inda in the event 

of extended hostilities. 

22. There should bo an isssediate ailocaticm of sufficient, v^ ' 
properly located space to cover the present needs of CIA, 
P luG the reasonable predictable needs for the near future* 

23. decentralisation of CIA, and emergency and disaster con- 
tingency planning should bo effected. 


• AsuxiasTflA txvg mjmm. actios wmssim imm cia. mi 
\'i - • wlM&L-m* TJ use . " — * 1 * / , 

1* Iwaadiate advantage Should be taken of the powers and author- 
ities granted to the PCI in tho i&tional Security Act of lph7 and the 
CIA let of 1 9h9 to e l lfa i i mt e. the wmrnt of adrsinistrative 

. detail for the purpose of supplying tho mat rapid realistic support 
to tho operations of 03 Q and tho other offices of the Agency, Tais 
a revision and streamlining of regulations, procedures* 
and thinking with regard to tho problem presented by funds, supply, 
travel* support, etc. 

. 2. A realistic intensified personnel recruiting program should 
©o instituted iamodiately, Without sacrificing basic security, th is 
should be done in such stunner tliat processing aacl clearances of raw 
persona®! can be completed in a auxtetua of thirty days# FBI 
should bo requested to i^tKiiatcly lii^ tb»ir lteit on the number " ‘ 
of pcrsoiaaol investigations they will urdertaka for CIA end should 
be requested to -sxpedate thee© inveotigatione to the greatest pos- 
sible extent. Technical table of organisation and stellar roqairerssnts 
should bo waived to expedite recruiting of coapet ant personnel, 
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3. Thor® should be an immediate expansion of the appropriate 
sections of the Inspection and Security Staff, and particularly of 
tha Research branch. Ibisis necessary in ordor to* 


a* Expedite the recruitssnt, processing, and clearance 
of adequate Bombers of pcrsocaol* 

to* Erovida the necessary operational support within the 
United States to QSO in the Mounting and controlling 
of thoso operations which should be initiated in the 
U.S* although their objective is abroad* 

■ e« Maintain the maxim®, standpoints of security.which 
will become acre difficult with the influx of new 
personnel and the strain of emergency situations. 


i 


I 


* k* *11 key positions should be staffed immediately with the 
bsst available personnel, regardless of the question of noadaatioa ; r 
by othar agencies or other factors. 

$. There should be an Immediate review of all personnel and ’ ■•c 
other assets of CIA with a view toward streamlining the operations 
of the Agency and reassigning personnel and facilities where msecs- 
nary in order to stoat the present and future csaargencics* As a ■ V 
result of this review end reassessmnt, necessary personnel and 
facilities should issaodistely be transferred botrcea offices, par- 
ticularly fresa other offices to €SO, and adainistrative and staff 
functions throughout tha Agency should be streamlined. 


; JvV- ,; 6. Thar e should be & complete review of the Operations, functions, 

and concept of the Advisory Council and consideration, given to the . 

• • ixssedl&te strengthening and expanding of the proper utilisation of 

cossanicatloxw intelligence for guidance aad other purposes. 

> 7* Stops should be taken to place th© Agency on An «aergencar 

basis aM consideration given to the present or future institution 
of such steps as a 6-day week, required overtine, staggered shifts, ,• 
cancellation of extended leave, availability of all key officers on 
2 ~hour basis, through an information desk to be set up 00 & Sit-hour 
duty schedule under tha Chief Operator, etc* 



rr. , action specific alee kbsessaby wx nf xis oso 

1* All steps should be taken lisaedlateJy to place OSO on an 
emergency basis. AH officers should heap thsnselves available on 
a 2-hour basis by call in to th® Duty Officer or to an information 
desk to be set up under the Chief Operator* Issmediate plans should 
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ba drawn for the action to be taken in the event of any increased 
e-rorgeccy or disaster,, including provision far emergency rendezvous, 
availability of weapons, necessary supplies, etc* Consideration should 
b© given to cancellation of extended leave, a 6-dsy woe^, necocsary 
overtime, staggered shifts, * skeleton fores on duty when necessary, ' ; - . 
etc* '■■■'"• 




* 


L 




2 , Such action as possible should be taken to seva components 
of CSO, and particularly the Registry, to a new location where they 
would be less vulnerable to tho possibility of enemy bobbing. Suf- 
ficient equipment should be purchased md work started teadiately 
to microfilm the files of ObO and the Directors office for safe sto- 
rage in m interior area* Tou will recall that OAB is at present draw- 
■ lag up plans and figures for this project* 

soon es possible, wo should undortfiko the complete re— 
evaluation of assets, operations, procedures, and ccnmitnenfcs of 0S0 
m the basis for a realignment and reallocation of our effort. Hor.~ 
essential operations should bo stripped la favor of tho priority ones. 

Our assets in personnel should be reallocated on. this basis to provide 
maximum support to the most critical areas in Headquarters and tho Field* 

h* Emergency action in lino with tho suggestions contained in 
Section III should be taken to completely staff 0S0. ?ll key positions 
presently vacant should be staffed immediately* As soon as possible all 
key positions should bo backstopped, with individuals capable of assuming 
them, at least temporarily, in the event of tho absence of the designated 
incumbent* 

5* IIS should be doubled in space and personnel to establish an , . 

efficient Registry capable of functioning under the strain of increased v.v-£ 
BEseigoncy and of furnishing the mtodmuzi support to OoO operations* v- 

6. TRD should be expanded to include the institution of language 
training, particularly in the Slavic languages* Case Officer .training? 
and training of interrogators, photographer©, field tea-os, etc* 

7, Communications facilities should be strengthened and expanded 
in order to provide necessary OoO-controlled communications • for any^ 
reasonable anticipated poalc emergency load in any area. A program 
should b© instituted to provide CSO wish its own pouch and courier 
service for nor® rapid delivery and more adequate security. 

;;-V . 8* Action should be instituted to provide CSO with it© own ©aer- 

gency transportation, including aircraft* 

% Procurement and stockpiling of necessary operational supplies 
likely to be in critical demand In the event of continued emergency 
should be bogus* ,y 
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10. Aa soon a* space can be allocated, a special intelligence 
cleared area, with full filing of special intelligence material should 
be approved as rapidly as possible, whera appropriate, as cleared 
cpscial intelligence channels. 



12, An adequate 030 translation section, centrally administered 
for economy purposes, should be established and staffed to service the 
necessary present and future needs of 010 . Particular emphasis should 
bo placed on procuring translators competent to handle the Slavic 
languages and sufficient liberality with regard to salaries should 

be exercised to procure competent personnel, it being noted that trans- 
. la tors thoroughly competent for GSO purposes are al*sost ispoesibl© to 
procure at the salary levels generally considered by Civil Service to 
be adequate for this type of personnel* 

13. Planning should start and necessary basic action b® taken ae 
soon a» possible to set up a skeleton framework for operational team 

at Jhe&ter and lower levels, for SCI teams, interrogation terns, and teens 
to h audio captured docusonts in the event of extended ailitary action* 

lb* Functional files and indices, adaptable to counterespionage 
8‘ar Roora type use, should be set up on all Soviet end pertinent satellite 
intelligence services, 

- 15* Preparation of automatic arrest 'end wanted Hats of Soviet 
J ind satellite Intelligence personnel and pertinent Corsfimnist personali- 
ties should bo instituted* 

16. In addition to the action already in. process regarding 4 atay- 
behind agent neto, responsibility should be allocated for complete 
overall planning and action to provide for 

V v< a. Coordinated evacuation of our own personnel, including -’ 
designation of fee personnel and equipaent that are to 
.atteapt to ©bay in place j v -. 


25x1c V ; ; . 


Special agent team to be dropped, landed, or otherwise 
in areas roost likely to bo overrun; ■■•■.■/V 
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rail-back bases la ter to b© established as forward 

bmm in partinent era as. it is b ellavod that fi rst 25X1 A.: 

consideration should be given to a I ~|ba30# 

ta which our own personnel end tho personnel of appro* , 

priAto foreign intelligence services can initially 

fell bock end which* if tho situation permits, can 

letor be used as a forward baser for controlling opera* 

tions in in© I | area. Consideration should 

be given also to iaroectiate preparation for such bases 

in other areas. 


17. As soon as practicable# a revision and tightening of adminis- 
trative procedures and controls to pcmlt the effective, orderly function- 
ing of (SO in the face of emergency strains and etreseos# plus the ac- 
celerated influx of new personnel. Among the points to be considered 
are the establiehnwnt of a functioning bxecutiva Conference, caspos«jd v., 
of Division and Staff Chiefs, operating directly unoer the ATbC or !W“>f 
the preparation of manuals of instructions, regulations and procedures# 
«ore rigid controls and crosschecks, including an internal inspection 
proc&dur6 usd incr^&ssd and procod training por^ 

eonnel. 

IS. As soon es practicable, a responsible Headquarters representa- 
tive or representative s should# after full discussion end decision ah to 
th« e*act position of OfiO and CIA# discuss with the responsible heads of 
major foreign intelligence services with whoa we conduct liaison the •;?; 
exact framework of corxiitaaentw and collaboration between OSQ enu these 
service* in the face of the praeent and inevitable future emergencies. 


f, Ri‘€f4!-iEMDKD ACiXOh ; ' 7'./' > 

x. shat you consider the above proposals, note your concurrence 
or disagreement with them, and discuss thou# which you consider ncces- 
esry with the DCI for hi* decision. 

2. that the proposals outlined above with which you concur then . 
be assign&d on an ad hoc basis to tho bust qualified available staff md 
division officers of OSO for complete md immediate detailed proposal® 

and actions* . • v ' T;?;" * >" Z^i' x ' : A---; 
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